
Change Management

More than meets the 
eye……………..



What is Change Management ?

A process that enables an enterprise to modify, 
enhance or add to any part of its information 

technology and communications 
environments.



Two Types of Change Management

l Project Change Management: A process which 
creates changes that includes initiation, planning, 
design, development, testing and change 
implementation.  Is a required precursor to 
Operational Change Management.

l Operational Change Management: a process which 
supports changes to any part of an enterprise’s IT 
systems; also called change control or change 
integration this process coordinates and schedules 
requested changes. 



Who is impacted by Change 
Management ?

Those who:
l Use a system
l Benefit from a system
l Request Changes to a System
l Develop Changes to a System
l Maintain Systems
l Implement Changes to a System
l Fund Systems

EVERYONE  !!!!



How are you impacted ?

l Changes are essential they solve problems, allow us to grow 
and make things better in the long run.

BUT

l Changes cause problems…………  99.5 % of all unplanned 
outages are caused by change.

l On any given day there are literally hundreds of unmanaged 
changes.



The Change Management 
Balancing Act:

Expansion and 
Improvement of Services

Preserve 
reliability and 
quality of existing 
systems

Agile, Flexible 
Systems

Stable,  Robust 
Systems



Change Management: not an IT Issue ?

l Business demands more technology and expects it 
to be delivered faster, be more flexible and more 
responsive to ever changing business 
environments.

l Technology vendors require that versions and 
patches are installed and kept current at a dizzying 
pace.

l Changes must be supported by IT 
to provide for the needs of business.



Mainframe Change Management

App

Mainframe
RDPCC

OS390

IDMS
WCS PTX Traffic

ADPICS FAMIS

General Government Finance
IDMS CICS VSAM

CJIS

CourtsChanges Requested
By IT or Vendors

made by IT

Changes requested and made by County, Building Tenants, GSA, Supporting facilities
(Communications, Electric, Cooling, Structural Integrity and Physical Security are minimal requirements)

Changes requested
and approved by
Business Owner,
developed and

implemented by
Technical Owner

Property
Appraiser

Staff

Solid
Waste
Staff

Clerks

Courts
Community

Judges State
Attorney

Finance
Staff



Change Management in the Distributed 
Environment 
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Service Based Change Management 
Dilemma 

E le c t io n s

W e b  S e r v i c e s

F i r e

S P C C

3 1 1

A v a y a
S w i tc hC M S

C S R

P u b l ic  W o r k s
W C S

G IS

P T X

E x c h a n g e

M a in f ra m e
R D P C C

O S 3 9 0

ID M S
G e n  G o v

S u n  U n ix
U n i x  x . x

O r a c le  x .x

s 0 x x x x x x

W in d o w s  X X X X

IB M  R e g a t ta
A IX  5 .1

W e b s p h e r e  5 .0W e b s p h e r e  4 .0



What is the Managed System List and how 
does it assist Change Management ?

l It shows what is managed.
l Who is impacted by changes at various 

levels.
l Who can make changes
l Who can request changes
l Who can approve changes



How will 311 handle Change ?

We must decide:
l Who can request change ?
l Who can authorize change ?
l Who pays for the change ?
l How are changes assessed for impact ?
l Who prioritizes changes ?
l Who can make a change ?
l How do we avoid negative impacts from changes 

made in other systems ?



Project Change Management Roles 
and Responsibilities

C o u n t y - w id e  G o v e r n a n c e  C o u n c il:
D e t e r m in e s  p r io r i t i e s  w i th  t h e  c o u n ty ,  h e a r s  a n d  s e t t l es  d is p u t e s  b e tw e e n

d e p a r t m e n t s  o r  e n t e r p r is e  in i t ia t i v e s ,  p r o v i d e s  f u n d in g  a n d  r e s o u r c e  a l loc a t io n .
I s  th e  f in a l  a r b i t e r  o f  d i s p u t e s .

M e m b e r s h ip  in c lu d e s  a l l  A s s is t a n t  C o u n t y  M a n a g e r s ,  t h e  C IO  a n d  t h e  B u d g e t
D i r e c t o r

E x e c u t i v e  S t e e r i n g  C o m m i t t e e
D e t e r m in e s  p r io r i t i e s  w i th in  p a r t ic ip a t in g  d e p a r t m e n t s ,  h e a r s  a n d  s e t t l e s

d is p u t e s  b e t w e e n  d e p a r t m e n t s  o r  e n t e r p r is e  in i t ia t i v e s ,  p r o v i d e s
f u n d in g  a n d  r e s o u r c e  a l loc a t io n

M e m b e r s h ip  in c lu d e s :   D e p a r t m e n t a l  E x e c u t i v e s  r e p r e s e n t in g
P a r t i c ip a t i n g  D e p a r t m e n t s ,  B u d g e t  A n a l y s t  a n d  t h e  C h a i r  o f  t h e

A d v is o r y  o r  W o r k in g  G r o u p
T y p ic a l ly  C h a i r e d  B y :  T h e  A s s is t a n t  C o u n ty  M a n a g e r  o f  t h e  S p o n s o r in g

P r o g r a m  a r e a  o r  t h e  S p o n s o r in g  D e p a r t m e n t  D i r e c t o r

A d v is o r y  C o u n c i l  /  W o r k in g  G r o u p
D is c u s s  a n d  r e s o l v e  o p e r a t i o n a l  a n d  p r o c e d u r a l  i s s u e s  w i t h  t h e  s y s t e m ,  a n d  i t 's

u s a g e ,  m a k e s  p r o c e s s  im p r o v e m e n t s  n e c e s s a r y  f o r  s m o o t h  o p e r a t i on s .   R e v ie w s
a n d  p r io r i t i z e s  s y s t e m  c h a n g e  r e q u e s ts ,  c o n t r i b u t e s  t o  i m p a c t  a n a lys is  a n d

c h a n g e  a s s e s s m e n t s  a s  r e q u i r e d ,    a p p r o v e s  f u n d e d  c h a n g e  r e q u e s t s .

M e m b e r s h ip  in c lu d e s :   M a n a g e r s  o r  h ig h  le v e l u s e r s  o f  t h e  s y s t e m  r e p r e s e n t
e m p o w e r e d  t o  m a k e  p r o c e s s  a n d  c h a n g e  d e c is io n s   w i th in  t h e  p r o g r a m s

b u d g e t a r y  p a r a m e t e r s ;  C h a n g e  M a n a g e r

C h a n g e  M a n a g e r
E v a lu a t e s  a p p r o v e d  r e q u e s t s  f o r  c h a n g e ;  a s s ig n s  r e q u e s t s  t o  t h e  C h a n g e  D e v e lo p e r  f o r

a s s e s s m e n t  o r  C h a n g e  Im p lem e n t e r  f o r  i m p lem e n t a t i o n ;  p u r p o s e s  a n d  k e e p s  a l l  a p p r is e d  o f
im p le m e n t a t i o n  d a t e s ;  c o o r d i n a t e s  b u s i n e s s  a s s e s s m e n ts  a p p r o p r ia t e  p a r t i e s ;  r e v i e w s  a n d
a p p r o v e s  C h a n g e  M a n a g e m e n t  F o r m s  a n d  e n s u r e s  a p p r o v a ls  b e f o r e  p r o c e e d in g ;  m a n a g e s

d e v e lo p m e n t  c y c l e  a s  r e q u i r e d ;  M a n a g e s  c o m m u n ic a t i on s  a s  r e q u i r e d ;  c o o r d in a t e s  a c c e p t a n c e
t e s t in g  o f  t h e  c h a n g e  a n d  v e r i f i e s  a n d  f o l l o w s  u p  p o s t -  im p lem e n t a t i o n  s u c c e s s  o r  p r o b le m s  w i th
t h e  A d v is o r y  G r o u p  a n d  C h a n g e  C o o r d in a t o r ;  c o n f i rm s  c l os u r e  o f  a p p r o p r ia t e  r e q u e s t ( s )  t h r o u g h

th e  H e lp  D e s k .

C h a n g e  D e v e lo p e r
A s s ig n e d  b y  th e  C h a n g e  M a n a g e r  t o  in i t ia t e  t h e  c h a n g e  a s s e s s m e n t p r o c e s s  a n d

t o  m a n a g e  t h e  a c t u a l d e v e lo p m e n t  a n d  p a c k a g in g  o f  t h e  c h a n g e .   T h e  C h a n g e
D e v e lop e r  m u s t  b e  a n  E T S D  e m p lo y e e ,  p a r t i c i p a t i n g  D e p a r t m e n t a l  I T  e m p lo y e e  o r

a  c o n t a c t e d  t e c h n ic ia n .

C h a n g e  Im p lem e n t e r
M a n a g e s  th e  p r o m o tio n  o f  t h e  c h a n g e  t o  t h e  s t a g in g  ( p r e - p r o d u c t i on )  a n d  /  o r  p r o d u c t i on  e n v i r o n m e n ts ;

c o n t r ib u t e s  e f f o r t  a n d  s k i l l  as  r e q u i r e d .  v e r i f i e s  th a t  b u i ld in g ,  t es t in g  a n d  q u a l i t y  as s u r a n c e  a c t i v i t i es
h a v e  b e e n  s a t is f a c to r i l y  c o m p le t e d . ;  v e r i f i e s  t e c h n ic a l  fu n c t i on  o f  th e  c h a n g e  f o l low in g  a c t i v a t i o n  /

im p le m e n t a t i o n . ;  s u p e r v i s e s  t h e  b a c k  o u t  o f  t h e  c h a n g e ,  i f  n e c e s s a r y ,   r e c o r d s  a n d  f i le s  a l l
d o c u m e n t a t i o n ,  t e s t  r e s u l t s  a n d  r e p o r t s  a s s o c i a t e d  w i t h  t h e  c h a n g e  a c c o r d i n g  t o  s t a n d a r d s  a n d  i n  a

f o r m a t  t h a t  s a t i s f i e s  i n s p e c t i o n  a n d  a u d i t  r e q u i r e m e n t s .



Operational Change Management 
Roles and Responsibilities

C h a n g e  C o o r d in a to r
M a n a g e s  t h e  p r o d u c t i o n  a n d  m a in t e n a n c e  o f  t h e  M a n a g e d  S y s t e m  L is t  o n  a n  E n t e r p r i s e  L e v e l.
C o o r d in a t e s  w i th  C h a n g e  M a n a g e r s  to  f a c i l i t a te  t h e  m o v e m e n t  o f  c h a n g e  r e q u e s t s  t h r o u g h  th e

v a r i o u s  s t a g e s  o f  t h e  c h a n g e  m a n a g e m e n t  p r o c e s s .
C o n t r o l s  a n d  m a n a g e s  th e  C h a n g e  T r a c k in g  L o g ,  th e  M a n a g e d  P r o d u c t  L is t  a n d  a s s o c i a t e d

d o c u m e n t s  a n d  f o r m s .
M o n i to r s  r e le a s e  p la n s  a n d  s c h e d u le s ,  r e s o lve s  c o n f l ic ts  a n d  d is p u t e s  b e tw e e n  C h a n g e

M a n a g e r s  a n d  I n t e r e s t e d  P a r t i e s  in  c o o p e r a t i o n  w i th  th e  C h a n g e  M a n a g e m e n t  W o r k in g  G r o u p
e s c a la t e s  a s  n e c e s s a r y  th r o u g h  t h e  a p p r o p r i a t e  g o v e r n a n c e  s t r u c tu r e .

M a in ta in s  th e  e m e r g e n c y  c o n t a c t  l is t  f o r  p a r t ic ip a n t  s i t e s .
M a n a g e s  th e  e n t e r p r i s e  c h a n g e  a p p r o v a l p r o c e s s

C o n v e n e s  t h e  C h a n g e  M a n a g e m e n t  W o r k in g  G r o u p  m e e t i n g s  a s  r e q u i r e d .
H e a d s  t h e  C h a n g e  M a n a g e m e n t  R e v ie w  B o a r d  a n d  o w n s  t h e  C h a n g e  M a n a g e m e n t  P r o c e s s . C h a n g e  M a n a g e m e n t  W o r k in g  G r o u p

F o c u s  o n  t h e  p r o m o t io n  t o  p r o d u c t io n  s t a t u s  o f  i te m s  o n  th e
M a n a g e d  S y s t e m  L is t .

T h is  G r o u p  p r o v id e s  a  f o r u m  t o  r e v i e w  c h a n g e  m a n a g e m e n t
a c t i v i t i es  a t  t h e  o p e r a t i o n a l le v e l  o n  a  r e g u la r  b a s is .   (W e e k l y )

T h e  C h a n g e  C o o r d in a t o r  c h a i rs  t h e s e  m e e t i n g  a n d  c o n t r o ls  t h e
s c h e d u l in g  o f  p r o d u c t io n  m o v e s .

T h e  C h a n g e  C o o r d in a t o r  w i l l  c a r r y  i s s u e s / p r o b l e m s  a r is in g  f r o m
th e  G r o u p  t o  E T S D  s e n i o r  m a n a g e m e n t .

C h a n g e  M a n a g e m e n t  R e v i e w  B o a r d
P r o v i d e s  c o n t in u o u s  im p r o v e m e n t  f o r  C h a n g e  M a n a g e m e n t .   M e e ts  Q u a r t e r l y
to  r e v i e w  a n d  a s s e s s  t h e  e f f e c t i v e n e s s  o f  C h a n g e  M a n a g e m e n t  P o l ic i e s  a n d

P r o c e d u r e s .   I d e n t i f ie s  a r e a s  f o r  im p r o v e m e n t ,  u p d a t e s  p o lic y  a n d  p r o c e d u r e  a s
a p p r o p r ia te s .   C o n s is t s  o f  C h a n g e  M a n a g e r s  f r o m  v a r i o u s  A d v i s o r y  B o a r d s  a n d

T e c h n ic a l  a r e a s .   T h e  C h a n g e  C o o r d in a t o r s  c h a i rs  t h e  B o a r d  a n d  is
r e s p o n s ib l e  f o r  u p d a t in g  a n d  m a in t a i n  C h a n g e  M a n a g e m e n t  P o l ic y  a n d

P r o c e d u r e s  D o c u m e n t s .

C h a n g e  I m p le m e n te r
C o o r d in a t e s  w i th  t h e  C h a n g e  D e v e lo p e r  a n d  m a n a g e s  th e  p r o m o t io n  o f  t h e  c h a n g e  to  th e  s t a g in g  ( p r e -

p r o d u c t i o n )  a n d  /  o r  p r o d u c t io n  e n v i r o n m e n ts ;  c o n t r i b u te s  e f f o r t  a n d  s k i l l  a s  r e q u i r e d .  v e r i f i e s  t h a t
b u i ld in g ,  te s t in g  a n d  q u a l i t y  a s s u r a n c e  a c t iv i t ie s  h a v e  b e e n  s a t is f a c t o r i l y  c o m p le te d . ;  e n s u r e  t h a t  t h e

c h a n g e  im p l e m e n t a t i o n  p l a n  i s  f o l l o w e d  b y  c h a n g e  in s t a l l e r s ;  v e r i f i e s  t e c h n ic a l  f u n c t i o n  o f  t h e  c h a n g e
f o l lo w in g  a c t i v a t i o n  /  i m p l e m e n t a t i o n . ;  s u p e r v is e s  th e  b a c k  o u t  o f  t h e  c h a n g e ,  i f  n e c e s s a r y ,   r e c o r d s  a n d
f i l e s  a l l  d o c u m e n ta t i o n ,  t e s t  r e s u l ts  a n d  r e p o r t s  a s s o c i a t e d  w i th  t h e  c h a n g e  a c c o r d in g  t o  s t a n d a r d s  a n d

in  a  f o r m a t  t h a t  s a t is f i e s  in s p e c t io n  a n d  a u d i t  r e q u i re m e n t s .

C h a n g e  I n s ta l le r
T h e  in d iv id u a l  th a t  is  k n o w le d g e a b le  o f  t h e  o p e r a t in g  s y s te m
a n d  o r  d a ta b a s e  s t a n d a r d s  w h o  a c t u a l ly  b a c k s  u p  p r e v io u s

r e l e a s e s  a n d  in s ta l l  n e w  r e l e a s e s  o f  e x e c u t a b le  f i le s ,
d a t a b a s e  s c r ip ts ,  p a t c h e s ,  u p g r a d e s  o r  o th e r  c h a n g e  m e d ia

in t o  t h e  s t a g i n g  a n d  p r o d u c t io n  s y s te m s .



Where do we go from here ?

l Establish an Enterprise Change Management Policy.
l Identify all areas impacted on a Managed System List for each Enterprise system.
l Each Community of Interest or Enterprise System charters a Working Group or Advisory 

Board to review, prioritize and authorize changes for this system.  The Board should be 
made up of line of business representatives from participating agencies.  IT and Budget 
representatives should serve as advisors to the Board but not as voting members.

l Miami-Dade County charters a Governance Board to act as an arbitrator between 
participating agencies on a single Board or between Boards with conflicting issues.

l An Enterprise Change Coordinator be appointed to ensure approvals are provided, 
conflicting requests are analyzed and managed and that communication is provided to all 
impacted parties.

l Necessary policies, processes and procedures be established for both standard and 
emergency changes.

l All change requests are submitted for review, approval and scheduling.
l Enterprise Change Management policies, procedures and processes are routinely 

reviewed and updated to provide continuous improvement over time. 
l Partner with EAMS to address this issue as an Enterprise Issue.



What’s in it for me ?

l Reduction of unplanned downtime by > 25%
l Reduction of planned downtime
l Improved Quality of service
l Repeatable processes enable faster, more agile response 

to change requests.
l Increased communication between business and IT
l Reduces number of change requests, ill-effects of change 

and technical support calls.
l Improves satisfaction
l It provides a map of the numerous components that make 

up 311 / Answer Center.
l It provides a technical picture of 311.
l It facilitates impact analysis for change request.
l It reduces the risk created by changes.



How do we implement Change 
Management ?

l Funding is required
l Staff will be required to support the process 

defined.
l Tools purchased to automate the process that 

include:
– Scheduling
– Change Tracking facilitating Approvals and 

Notifications
– Integration of Change and Problem Reporting
– Provides metrics and performance information


